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ABSTRACT 


This study examines che level of correlation beé-weéen thea 
billet requirements fcr Navy comptrollers and the crqarniza- 
tional importance of their respective commands within ths 


Navy hierarchy. Data were collected ¢2 tne scomptrclier 
billets et 148 Navy shore activities which have military 
comptrollers. Maenorconpemciles bilier was ranked on 
paygradse, required education and experience. Commands were 


ranked ACCOLGING 9 mec overall command Ghaswac ze ra sthics. 
m 


n 
Pairwise correlations were mad of comptroller billet tank- 


ings with ccmmand rarkings. 


The correlations obtained were not strong. The Navy has 
not standardized comptroller functions and résponsibilitiés, 
allowing comptroller positions to evolve separately 
throughout the Navy. An ongoing trend is for commands +o 
upgrade their requirements for comptroller talent. The lack 
of standardized billets prevents adéquate forecasting of 


Manpower ne2ds. 
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A. GENERAL 


a 


At Navy activities, the comptroller oversees the func- 
feos Of budgeting, accounting, tMrsovasing, 2rd an2zesna tl 
review. He is also responsible for promoting efficiency and 
effectiveness in the performance of the command's missions 
fRef. 1]. The amount of training and experience required to 
hold the ccmptrecller billet varies across Navy activities. 
The cfficer personnel who are able to fill these Jobs re 


o- 


Te 

TS 
O 
a 


sent a valuable resource +o the Navy. A logical assumpti 
is that those individuals with g=ssater training and 2xp2ri- 
ence will be assigned to relatively more important jobs than 
those whe are less qualified. Meceescidy will uss this 
Seoumpelcn *O examine the distribution of personnel to Fill 
comptroller billets. . 

Within «he military, i+ is common knowledge 2s <co how an 
individual's experience and training are assessed. Officers 
are grouped by paygrad? and may also be assigned a subspe- 
matty code (SSC). The SSC identifies the level of educa- 
tion and amcunt of relevant experience that an individual 
has in a given functional area (such as financial manage- 
Ment). This study combines the criteria of paygradée and SSC 
together tc measure the relative value of an individual's 
eoiiity. Because comptroller billsts are specifisd using 
the same criteria, billets can alss be assigned a ranking 
based on this relative value. Billets calling for more 
senior paygrades and higher SSC's can be ranked above other 
eemptroller billets. 

This ranking procedure is one method of identifying 


which ccmptroller billets are more importan® than othets. 





This scudy also examines +he re 


+rollier ard the misSion and str 


Q Ff F 
Q 


any activity, the tasks bei 


Navy-wide procedures as well as by the unigua fe 


(v 


a 
each facility. This study looks at several command 
teristics as they vary across activities to see if 
be used as an indicator cf how important a given comptroll 


billet is to the Navy. 


Be. LITERATURE REVIEW 


Within the Navy's system for managing manpewer and 
personnel is the requirement to reiate manpower requizements 
+o ¢ach command's overall mission and workload. Each 
command is vitwed as an aggregate cf work centers that are 
categcerized by functional areas. Pisce ante tloral Cricnta-— 
tion recognizes the similarity of tasks performed zhroeughcus 
the Navy's shore establishmenc. Deetmeewiectona rea is 
treated separately inthe process of deveicping Navy-wide 
manpower standards [ Ref. 2]. 

The Navy has two Manpower and Material Analysis Centér 
which use industriel Engineering *echniques to develep stan- 
dards for computing manpcwer requirements. The us¢e the 
Mmemetcaonel categorizaticn of work cénters to perform their 
analyses and to obtain separate staffing standards for each 
functional area. 

The Navy Manpower and Material Analysis Center, Pacific 
(NAVMMACPAC) had the task of developing =he staffing stan- 
dard for the work canter that encompasses Navy field 
Betavicy comptrollers. This standard (PIN. 00.001) was 
prepared in 1980 and does not 


(D 


a 
considered to be headquarters a Tea eS. ie -COVeELS <n 


iD 


a 

pply «0 commands that ar 
Cte vy 

s 


shore activity comptrcller and hi mediate starf cf up to 


n 
t2n individuals. It 15s based upon zhe view vwchat che 





comptroller is essentially the manager of budgeting and 


ae 
fu 


accounting services for the command. The standard results 
from data obtained at 18 sites. Pama OlneS Selo | 2G zavi- 


ties in the United States and overseas. PaOmovrocs FC 


Peete: da military or civilian comptroller and permits a 
Sim-iarc option for each member of his immediate staft 
{[Ref. 3]. 

Manpower claimants are the various headquarters elements 
mere the Navy that serve as coordinators of manvecwer 
Tequirements for their respective subcerdinats activities 
(Ref. 4j. The manpower claimants provided the iis* cf 151 
activities that are covered by the staffing sta: 
comptrcller services. Chisels taollcs Many Sia 
activities without explanation. iicmoacariana scandend aiso 
does not indicat? how the sample of the 18 surveyed ac*tivi- 
ties was chosen. NAVMMACPAC says that a computer is used to 
generat2 random samples. These random samples are then 
screened ‘*o ensure that different sizes of commands are 
represented. Also, suberdina =es are sought from a cross- 


See-o2on Of the major claimants. Pinally, adjustments ar 


QD 


mad2 to economize on travel costs needed to visit the sutvey 
Sites [Ref. 5]. 

The standard itself is based upon the number of biilets 
acommand has authorized for its budgeting and accounting 
work centers. This represents the workload factor that was 
chosén as the independent variable in the analysis. The 
monthly man-hours performed by the comptroller and his imme- 
diate staff are the dependent variable. For the 18 surveyed 
sites, the two variables were méeasuted and zhen evaluated 
using the following statistical moiels: 

1) Simple Linear 


2) Parabolic 


3) Ratio (Hyperbolic 





4) Gecmetric (log-199) 


Sym t pilin ae 
The best fiz was obtained using the following simple linear 
relationship: 
Yc = 139.2869 + 9.5872X 
where Yo = required man-hours pér month 
and X = the number of finance-related 
billets authorized for the command 
Two cther workload factors wer= considerzd and evaluated 
in the NAVMMACPAC study. One was 


directly supervised by the comptroller. Bret nere wes? he 


he number of personnel 


ct 


foe number of military billets and civilian positions 
euemeritzed at the activity. Neither of chese¢ approaches 
worked as well as the model explained earlier, which had a 
coefficient of determination (r squared) Of). 6506 “end a 
standard error of the estimate of 137.98. 

miner underlying concept used in any staffing standard 
developed by NAVMMAC is to define workload in t#rms that 
derive frem the command's mission. Oné deficiency of ths 


SeWeeent comptroller standard is chat it derives from the 


humber of billets in two other work centers (budgeting and 
accounting). The problem is that neither of these work 
centers has an applicable staffing standard. No suitable 


mod2l1 has keen developed for evaluating the worklcad cf 2 
budget staff. For examole, NAVMMACPAC has fcund that total 
dcliers budgeted is a poor indicator because of the wide 
range of transactions that are possibile with «ha same amount 
of money. Mp anNowcace NORE ECaNcCte oes SOr accounting work 
centers, their workload has undergone rumsercus recent 
changes due to *he widespread automation of their duties, as 
meee es the ongoing effort t0 integrate disbursing and 


accounting activities [Ref. 6}. 
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Rathe= than *reating the comptroller as part ctf a4 
center, this szudy examines just tha con 
itself. Also, it cnly examines the bill a 
fhieecary positions. This is due t9 the greater decentraili- 
zation that occurs in determining the grad¢ qualific n 
eect vilian positions. Rather chan sampling a lim: 
number of ccmmands, all activities (including manpower clai 

th 
i 


presence of a military comptroller. Because data cn near 


3 
M 
150 commards wers ccllected and @nalvzed, ali of the data 


mants and other headquarters) aré 2xamined based on 


elements were chosen prior to any quantitative analysis. 
Subsequent chapters describe the relationship between comp- 
troller functions and the data elements herein analyzed. 
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II. METHODOLOGY 


A. SCOPE OF RESEARCH 


The Navy has over 500,000 uniformed personnel assigned 
to hundreds of ships and shore stations. NO ships have 
peeuan cemptroller billets, so this study is limited to 
Shore facilities. While a Naval facility nay seem like a 
Single entity, it may ¢ncompass numerous separate organiza- 
trons . For instance, ‘the Norfolk Naval Base includes the 
Norfolk Naval Staticn as well as a ssparat2 Naval Air 
Sieaq=2lon. BachmeOb = hese 25 Sa d=Secirct Organization and kas 
its own ccmptroller. This thesis uses the term "command" to 
refer to any Navy organization which is consider2d +9 bea 
foeeesanet en =ity. The word "activity" is used intrerchange- 
ably with command, bux is considered to be a mere general 
mete ©£t tf a mere appropriate term for including crgarniza-~ 
tions which have ne operational assets that can be 
commanded. 

The scope of this study is limited to commands which had 
Military comptrollers. Because this could bias the study, 
the policy regarding the allocation of billets between mili- 
tary and civilian personnél was reviewed. Navy and Defense 
Devartment policy calls for a mix of civilian and military 
personnel in all management billets. The lack of warfare- 
related skills and legal restrictions pertaining te ccembat 
Seenwcn> Primary facters that limit civilian assignments. [n 
the case cf comptroller billets, it is intended that if the 
comptrolier billet is filled by a military member, then the 
Bepucy ccmptrolier should be a civilian, and vice v2rsa. 
This allows for continuity in an area that cftern relies 


O 
corpora*e memory in handling sensiztive problems. Th 
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Semel split of military and civilian comptrolier (and 
deputy) positions must also satisfy the related gcazli of 
providing attractive CareeouemeOppOr-Uunities EO. Dorn. 
(Ref. 7]. The effect of Navy and Defense Department 
perscnnel policies shculd be to produce an eGaquitable split 
Gussecomptroller billets between military eee en V2 bas Tt 
perscnnel. Whezther such an equitable split existed is an 

a 


hypothesis that was not tested because of problem in 


Seating Military and civilian qualifications. Wipe Guaestiesh 
tive means exis [Oe establishing equivalent grades 
[Ref. 8]. 


Be. DATA COLLECTION 


The Naval Military Personnel Command (NMPC) main- 
tains all p¢rsonnel and billet information in a central data 
bas 2. One of the devices used to classify billets is the 
Hema Officer Biliet Classification (NOBC) code. Tne NOBC 
@emerct 1050 identifies a billet 4s a comptzrclier positicnr. 
A file extract was sought from NMPC using this cede. NMPC 
Besponded with atlisting of 301 comptroller billets. In 
Many instances, this listing showed more than one 1050 
pete t at a Single activity. Therefore, these commands had 
to be examined to identify which of these billets was «the 
aeeuual ccmptroller. 

The same NMPC list also gave the ccrresponding title 
of each 1050 billet. This way, the actual comptroller could 
be determined in most cases. The billet paygrade was also 
Shown to assist in identifying the senior 1050 position for 
each command. Navy-wide policy dictates that comptrollers 
work directly under their commanding officers. Thus, seéenior 
1050 billets were selected as the actual comptrellers, asa 


tie-breaking critericn where more than one 1050 position in 
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a command was labelled as a comptroller. Norrertsricise Cos. an 
Seeeece> Mav be in a billet described as "Comptroller 
Division Head." However, he would be overlooked in favor of 
amore senior officer at the same command who held @ bilist 
Galled “Assistant Chief of Staff for Resource Management." 
This step was necessary because of “the wide range of titles 
used throughout “he Navy co identify the comptroller billist. 
Or, the otker hand, if a command had only one 1050 bille- and 
ieomea cle was "Budget Analyst,” or, ie MU y eG OmpeGe Ll cm! 
then +he ccommand was excluded from =he remainder of the 


Study because it did not have a military comptroller. 


bie this fashior, 148 commands were séeiected 2 
having military comptrollers. These data were verified py a 
cross-check against information provided by a staff element 


i 
Meee the Chief of Naval Operations (OP-921). 9°-921, which 
is also part of the Offic2 of the Navy Comptroller (NCB-1), 
provided paygrade data, and was the primary source of 
pues pecialty Code (SSC) data. ii -_nes pew instances of 
conflicting paygrade data, the latter source was taken *o be 
mor2 accurate becaus¢ it was more current. This second 
source was limited, hcwever, because it only showed dat2 for 
MiempalLlets that required SSC's. Twenty-four of the billets 
required no SSC°s. 

Using these two scurces, data were extracted for all 
148 commands that were the basis of this study. In addition 
Bemeachn billet's paygrade and SSC, =he total number of offi- 
cers assigned a+ each command was obtained from the NMPC 
isting. The use of this data is discussed in the next 


secticn. 
2. Ccmmand Data 


Having obtained information about the comptrclier 
billets, the next cbjective was ‘+0 obtain relevant data on 


the characteristics of each command. Data wers obtained 
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from €xistirg documents that show2d chatacteristics ccnnon 
to each ccmmand. Also, these data had to be relevant +o the 
comptroller functions as well as serve as a devices for 
judging the relative importance of #@ach command. Daté on 
operating budgets comes immediately zo mind as an op*icn, 
but is net centrally available. Also, operating budget data 


are not relevant to Navy Industrial Fund (NIF) activities 


W 


that are supported by dollars transferred from other Navy 
units in exchange for NIF services. These "Sales" data wera 
wmearied fOr the Navy*s 50 NIF activities, but, only 20 of 
+hem have military ccemptrollers. This number was toc small 
for a separate analysis of NIF activities. Budgé=s are also 
difficult +o equate to workloads, as was discussed in 
Chapter I. It was therefore decid3i not to work with vari- 
ables that derive from the magnitude of dollars budgeted. 
Because the ccmmand charact2ristics sought had to be 
related to the the determination of the comptroller's grade 
level, a review was made of the the criteria used +o assess 
the paygrade requirements. for any officer billet. There is 
no exact formula; it depends on th2 complexity of tasks, the 
command's organizational level, and the grade levels of 


subordinates and superiors [{Ref. 9]. 
ae Factors Affecting Officer Billet Reguirenents 


The complexity of tasks was not a factor which 
could bé measured by uSing €xisting documentation from a 
central source. The one exception to this was to consider 
NIrf activities as entailing more complex comptrolier tasks 
than are requir2d at other commands. As was discussed 
earlier, the NIF activities were not analyzed separately. 
Chapter III describes some results obtained when NIF activi- 
ties were excluded frem the sample data. 

Sierceome ths CONPpcEOtlonmmworks directly fcr the 


commanding officer as his advisor on financial matters, «he 
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Beygeade of the commanding officer is a likely factor in 
determining the requirements for che comptroller [Ref. 10]. 
This data would also be usefui since it is common to all 148 
studied commands. Tiemeenieem Officer Belie = Summary 
fsemaer: Cificer Edition) is an official Navy pubiication 
that contains paygrade information for commanding officers 
below the grade of Commodore (0-7) [Ref. 11]. The Wes. 
Naval Institute Proceedings is an unofficiai, Bilccus ere) Alay 
authoritative periodical which has an annuai summary of all 
flag officers (paygrades O-7 through 0-10) and tneir pbilists 
(Ref. 12]. The May 1983 edition was sed and veritied 
against the 1982 edition [Ref. 13]. This was done because 
officers are not always re-assigned when they are promcted, 
Which would overstate the grade level of a particular 
Peet. Between the two issues, the only change chat 
affected the 35 flag billets in «he study was the recent 
re-instatement of the Commodore dzsignation for the O-7 
paygrade. Previously, O-7 corresponded to the rank of Rear 
Admiral (lower half) and O-8 applied to Rear Admirél (upper 
half). The distinction was of significance mainly for pay 
purposes, and was not shown as part of the fladq officer 
summary in the annual Proceedings articles. Three of the 35 
billets were shown as O-7 billets in 1983 but were listed 
differently in 1982. The 1983 edition was the source of «he 
data used in the study. 

Information regarding organizational level was 
also viewed as relevant to the comptroller billet. His 
Peoeton 1S Critical to explaining teports ard justifving 
Eudgets up the chain cf command. Ons measure of crganiza- 
tional level is the echelon of commard. It shows the posi- 
mon Of an activity relative Sopecne Chief of Naval 
Operations (CNO), whose staff acts as the source of all 
operational funds. While echelon of command is not an 
expression used in budgeting, meemdoes MLiTraor budgeting 


hierarchies and indicates the overall prceximity cf an 
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activity to the Navy's ruling powers. Also, manpower clei- 
Mants are ali designated 2S Echelon 2 activitiss. Manpower 
claimants hav? an influential rol= in the approvai process 
fomeali billet nequirements, including comptrollars. Lower 
echelcns have more layers todeél with during the annual 
review cf billet requirements. The CNO maintains a 
Sieeent list of the echelon of command for the én 
establishment [Ref. 14]. 

Thais reference served as a4 ready data source for 
another relevant aspect of organizational level - the number 
of subordinate ccmmands. The assumption is that even though 
two commands may be equally close *+9 the top of the Navy 
hierarchy the one with the greater number of subordinates 
will have a greater claim +o resources, including comp- 
troller talent. The echelon listing iS organized to pernit 
a count of €ach command's subordinaté activities. 


b. Total Officers Assigned 


The final data element used here was- back 
femeee that related to cther characteristics. re is 
total number of officers assigned to each activity. Data on 


all of the department heeds at each command was initiaily 
e 


desired, but was difficult to obtain and manipulate. The 
primary purpvose of the desired data was to assess the rela- 
tive seniority of the comptroller versus other department 


heads. AS mentioned, the paygrad2 of any officer biilet is 
Peer, OetSlLmi med by che grade leveis of its subordinates 
Ix follows that a ccmmand with a large number of officers 
will have more senior department heads than one with fewer 
cfficers assigned. Since a relative indicator was all that 
was desired, the officer total was used. 

Ali data collected was seen as belonging to one 
of two groups of variables: 
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A) Paygrade 


B) Subspecialty Code 


A) Commanding Officer's Paygrade 
B) Echelcn of Command 
C) Number of Subordinate Commands 


D) Total Number of Officers Assigned 


C. INSTRUMENTATION 


me introduction 


For all 146 aC ti Vises: each Ghar aGcrer= strc 
regarding the comptrcller bill¢t and the command itself was 
treated aS a separate variable and assigned a numerical 
value. These values were us2d to estaplish a rank order. 
No values were considered to have any ratic or interval 
significance. That is, no attempts were made toc equate a 
billet of paygrade O-6 to twice the value of an O-3 billet. 
It was merely assumed that an O-5 billet should be valued 


hagher than an O-5, and so on. 
2. Cemptroller Variables 


Using the same relative ranking that th> Navy uses, 
the highest comptroller paygradé@ was considered to be 0-6. 
As with all of the variables used, ‘this highest ranking was 
assigned a value of one. Paygrades O-5 through O-2 were 
asSigned the values of two through five respectively. 
Appendix A shows this ranking and summarizes the number of 


cases that tied for the same rank. 
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SssC'smmere applicable to 124 o£ che 148 comptrclier 
billets. Appendix B describes the criteria used by the Navy 
in assigning these codes. The SSC's found in the data 
collection were ranked on a one through five scale, as shcwn 
in Appendix A. A value of five denotes that no SSC is 
required for a billet. | 

HemeOpta sn Gg CONnsOMd@o-sa tanking of comptreller 
billets, toth above variables were combined togecher. aes 
was don2 by viewing the paygrade variable 2s dominant cver 
mie OSC. That is, a billet that requires a paygrade of 0-6 
with no SSC was ranked higher than a biilet calling fcr an 
O-5 with even the highest SSC. This is becaus¢ the promo- 
Smemeatandards are far more rigorous chan the SSC standards. 
Also, premction criteria recognize education and experi- 
ence factors, whereas SSC criteria are far narrower in 
scope. Finally, graduate-level degrees are far more preva- 
lent among senior officers, so that SSC's become mere redun- 
dant as paycrades go up. Appendix C shows the combined 
rankings froduced by sub-ranking €2ch paygrade by SSC. The 
values rang2id frem 1 through 16. This rang¢ was censidered 


to be more méaningful in dealing with 148 activities. 


3. Cecmmand Variables 


The paygrade of the commanding offic2r was treated 


like that of the comptrolier, only th2 range went as high as 


o-10. This received the rank of one. A value of five was 
assigned to paygrade 0-6, WiteGheceasespond= to the mos 
junicr commanding officers in the study. Appendix D summa- 


rizes this ranking scheme. 

Echelon cf ccmmand was already aumbered in a manner 
that was appropriate to the study. Echelon 1 identifies an 
activity as part of the CNO's staff. Echelon 6 refers to a 
command that is five tiers below the CNO in the Navy's hier- 


archy. Appendix D summaztizes this data. 
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The number cf subordinate commands per activity 
ranged ficm none to well over 100. This highest amcun= was 
assigned a value of one. Th2 great many commands with no 


subordinate activities were all assigned a value of 22. 
There were 20 different amounts in between, with very few 
ties for tke same ranking. misses data iS presented in 
Appendix E. 

Medical and non-medical activities cculd not be 
ranked tegether by using the same scal2 because of the rela- 
meamemy high number of medical officezts {including doctors, 
nurses and administrators) as compared to the officer totals 
for non-medical commands. TO produce a ranking by using the 
total numker of officers assigned, the 148 commands were 
categorized as to whether they were meiical activities. Ths 
rankings for the 20 medical commands were obtained bv using 
a separate scale. Appendix F shows both ranking schenes 
which led tc an overall range of 1 through 24. 

In order to obtain a broader scale for ranking 
commands, it was decided to expand on the dominant charac- 
femest2c - the paygrade of the commanding officer. The 
commanding officer's paygrade is 2 direct indicator of the 
relative importance of an activity to che Navy's overall 
mission and priorities. His position is the most visible 
and influential regarding a command's relationships with 
outside activities. 

To expand on ch2 one through five ranking of 
commanding officer fpaygrades, the other variables of 
echelon, number of subordinate commands, and total rumber of 
officers were all considered independently. Each of +hese 
waS separately combined with the paygrade variable, but no 
attempt was made at ccmbining more than two variables in any 
manner. Becauss the paygrade variabl? was considered demi- 
nant, the cther variables were only used to add differentia- 
tion within paygrades; they were never used *o overturn the 


previcus paygrade rankings. 
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The cOmbinaticn of the esh2lon and paygrade vari- 
ables produced a ranking that ranged 1 chrough 14. These 
data are summarized in Appendix G. 

The other variables -- number of subordinate 
commands and the total number of officers -- were compressed 
into smaller scales before being combined with the paygrade 
variable. These new combined rankings ranged from 1 through 
17 and 1 through 25 respectively. Appendices H and I summa- 
Eize this information. 


D. ANALYSIS 


All cf the data collected was coded using the previous 
ranking schemes, and then loadad onto magnetic disk. All 
automated suppor* was obtained using the Naval Pos~graduateé 
School's IBM model 370 which has a 3033 attached processor. 
The data analysis was performed using the Statistical 
Package for the Social Sciences (SPSS). 

As was discussed earlier, all data had been converted to 
ordinal rankings for each variable. Lacking 2ny ratio or 
interval data, non-parametric analysis was the only SPSS 
program option used. This program can generate two types of 
BPamrR~Ord2er correlaticn coefficients - Kendall's Tau and 
Spearman's Rho. The chief difference is that Kendall's Tau 
is more méeaningrul when the data contain a large number of 
tied cases. Bo=n amietheds preduce correlation coefficients 
ketween -1.0 and +1.0. However, Kendali'ts Tau tends to be 
lower in absolute value [Ref. 15]. For #ach correlation 
performed, both coefficients were producéd. 

Correlation coefficients were obtained py compaézing the 
overall ccmptroller ranking (1 through 16) in turn agains« 


five ccmmand rankings, shown below. 
1) Number of subordinate commands 


2) Total number of officers assigned 
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SyP Commanding Officer's (C.0.) payqr2de combined 


With echelon of command 


4) C.O. paygrade combined with number of subocrdi- 


nate commands 


See 2 Ol. paygrade combined with total number of 


officers assigned 


Beth coefficients were used t9 assess the correlation 
ketween tte comptroller rankings and the five command rank- 
ings shown above. A strceng positive correlation would indi- 
cat2 that a highly ranked command would also have @ highiy 
renked comptroller billet. Weak correlations would indicate 
that no frelationshirp exists between the comptroiier billet 
rankings ard the command variables used in the study. 
Negative correlations would indicate that highly ranked 
comptrcliers are assigned to commands which have low rank- 
ings kased cn «he otter variables. This could be the case 
if commands with low ranking commanding officers are compen- 


sated by having a laroer share of the comptroller talent. 
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III. FINDINGS 

Me fits. Set of correlaticn coefficients was obtained 
by pairing the five command variables with the comptreller 
Tankings for all 148 commands. Tae results (shown in 
Appendix J) canged from +#.157 to #.399 for Kendali's Tau. 
The values for Spearman's Rho tang2d from .292 +3 .526. For 
both coefficisnis, Phess=sengesemcoztrte lation occurred with 
tre combined ranking cf C.O. paygradeé and rumber of officers 
assigned. The Tau value cbtainsd was sSéven percentage 
points higher (Rho: sia baghes than «he results for the 
next clecsest variable (C.0. paygradie combined with the 
number of subordinates commands). 

As discussed in Chapter II, the factor of job complexity 
may affect comptroller billet requirements, but is a diffi- 
cult attribute to measure. One way +o éxanri 
SemglLexity is to consider NIF comptrolier billets se 
from th2 other commands. The average compvtrolle 
Hemexang for the 20 NIF activities is 4.2. The rank 
equates to the highest paygrade (0-6), but with no SSC. The 
average ranking for NIF comptroilers is well above thse 
meerage for =he 128 non-NIF bilists (7.1). The rank of 7 
BemEesponds t2 the paygrade of O-5 with en SSC cf S (signif- 
icant experience). It was therefora decided ‘+c recomputs 
men, correlation coefficients by SLemuldind athe 20 NLP 
commands. 

The results for the 128 non-NIF activities are also 
shown in Appendix J. The values for Kendall's Tau ranged 
Eesom .241 to .446, and from .378 to .571 for Spearman's Rho. 
Once again, the strongest correlation was for the variable 
C.0. paygrade combined with the total number of officers. 


Both coefficients were about five percentage points higher 
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mime when the WNiIiF activities wer2 included in th 
correlation. 


Because the strongest correlation 2xisted when 


eo 
$= 


Ss 
combined ranking of C.0O. paygrade and number of officers 
+he medical commands were again considered. They had been 
ranked using a ssparate scale for their total number of 
officers assigned (see Appendices F and I). It wes there- 
fore decided to exclude these activities (along with czhe ‘'JIF 
commands) to see what the effect would be on the correlat:.on 
coefficients. Appendix J shows that no significant chazge 
eccurred, especially for the variable C.O. paygrade and 
mumoer: Of officers. This now had 2 Tau value of .441 anda 
noomot .568, versus the previous values of .446 and .571, 
respectively. 
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IV. DISCUSSION OF THE FINDINGS 
The absolutes values of the correlation ccoefficien 
obtained were not large. This can be attributed ‘+o four 
likely causes; 
1) Incorrect ranking schemes for handling the 


variarkles used in the study. 


2) Failure to examine the most relevant facvcrs 


pertaining to the comptroller billet. 


Syeeeeisallocaticn of cemiptroller talent by the 


Navy. 


4) A lack of standardized comptreller billecx 


réguiremen«s. 


These factcrs will be discussed separately; however, it is 
likely that some combination of all four factors affected 


the actual correlations obtained. 


A. ALTERNATE RANKING SCHEMES 


Perhaps a stronger relationship could be found if alter- 
native ranking schemes were used. One possibility would be 
to use the san? combinations of command variables, but with 
aweighting procedure that recognizes trade-cffs in how zhe 
different variables should affect the overall rankings. For 
instance, one command could have a junior ccmmandina 
cfficer, but have a large number of officers assigned. Ee 
could te ranked the same as a command with a@ more senior 
Seo., Dut with fewer cfficers. 

A similar weighting scheme could pe used when combining 


all of tke command variables simultinsousivy. Even though 
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such a sckerme might improve the rasults, it would entail a 
highly subjective assessment of the relative value cf tach 
variatkle. For instance, there is no objective basis for 
assigning a weight of 4 tc the C.9.'s paygrade, a 3 to the 
echelcen cf ccmmand, a2 t9 the number of officers assianed, 
and a 1to the number of subordinate commands. No such 


ttempts were made due +o the endless possibilities. 


Be. DATA ELEMENTS NOT TESTED 


fee current Staffing Criteria 


Navy policy fcr developing manpowsr standards cé 
for the use of werklcad criteria. As discussed in Chapter 
mmc ne current staffing standard for the comptrolle 
cente= treats the total number of financial depar*ment 
billets as the independent variables. TLS SWOEK Load tactor 
determines the number of man-hours spent by the comptroller 
and his immediate staff. Various preak-poin=s were used in 
@eem@er tO ~ie the above results to she billet distributicn of 
the sampled activities. For instance, if mores than 83 
financial department positions exist at @ command, *he comp- 
feeeLer should be an O-6. hemos sos amemarder, the staffing 
eeemaard calls for an 0-5 comptroller. 

The data needed to test th= standard was not readilv 
available; however, a deficiency in the standard was quickly 
identified. No breakpoints are given for oO-4 and below 
comptrcller billets. Of the 148 commands examined, 62 comp- 
troller rillets were found to be designated for O-4's and 
below. Many of these commands w2r2 supocsedly covered by 


the staffing standard. 
Zemealcernative Staffing Criteria 


Peltor a usead 2noetne exzsting staffing standard 


y= 6 


focuses more on the daily comptroller functions than doés 
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this study. Any analysis that focuses on routine wertkloads 
must obtain data from each individual command. This 
requires @¢ither a massive data collection e2ffor*t cr 4a 
careful selection of the survey sample. The manner 

existing staffing standard selected its surve sites prob- 
ably leaves room for improvement. Dic, ecb edges spsoblen 2s 
attempting +o impreve on the salecticn of a workload 
Geeceria. Tire Vdentirteacrenm of any single factor chat 
Summarizes the complexity and breadth of the comptroller's 
workload is infeasible. Gnfortunetsiy, faczors that sunna- 
rize the workloads of other financial department billets are 
equally elusive. This deficiency also lessens the credi- 
Pemeey Of ~he existing staffing standard for the comptroller 
work center - it lacks a workload basis because i+ derives 
from the number of related, but unjustified, finance 
Poeevets. 


The existing staffing standard focuses on the nun 
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of subordinates invclved in financial duties. The 


a) 
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ce 
ce of 


superiors. The ccmmand variables used in this study 


4 


factcrs that determine the requirements for any off 
a 


billet include the ccmplexity of duties and the vaygzr 


centered cn the commanding officer's paygrade. Although the 
correlaticn coefficients obtained wer] not strong, a signif- 
icant improvement occurred when the complexity of duties was 
considered. This was accomplished bv Beateand £he “NIF 
commands séparately. The diffsrence in resuictws supports the 
notion that NIF comptrollers have more complex duties thar 


do their nen-NIF counteroarts. 


C. ALLOCATION OF COMPTROLLER TALENT 


There is the likelihood that some of the current comp- 
troller billets call for personnel who are either over or 


under-qualified for their jobs. This may be a primary 
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Mieeol atfecting the strengths of the correlations obteined 
in the results. For instance, Heme Olpenolten billets a- 
both the Naval War Cclléga and th Naval Academv specify a 
paygrade of O-5 with an SSC cf P (Master'degres). At 20s 
Naval Pecstgraduate School (NPS), mae GOoNperolves balie= 
Sass LOr an O-6 with an SSC of Q (Master's level with 
proven experiencs). Elticmmecne NPS comptroll=: is cver- 
qualified, or the NPS billet is more demanding than those at 
two other very similar commands. None of the command vari- 
ables used in this study supports a billet difference in 
ieeoees Laver. He Sane csescranigmso Note zha] nei zher NPS or 
the Naval War College is covered by the staffing standard. 
Similar unexplained differences occur between cther 
commands. The Naval Air Station (NAS) at Memphis has an 0-3 
comptrcller (SSC of P) whereas other comparable air stations 
Call for F-coded O-5's. It may be that the Mémphis comp- 
troller is wundeéer-qualified. Rsmtentzoned, tne steftring 
standard does not previde for any billets pelow O-5, even 
though NAS Memphis is suvposedly covered by the standard. 


Aue Olle pee 


ie) 
fs) 
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The facz «hat these incongruities occur is lé¢ 


i 
ct 


S 
to oversights in the staffing standard than fog roc lec— 
tion of the cverall manpower process. This is addressed 


meameeom in the next section. 


D. STANDARDIZED BILLET REQUIREMENTS 


The pattecn of ccmptroller distribution shows that there 
is no standardization of billet requirements. One excention 
to «his is the fact that all ight Naval Shipyards have 0-6 
Solpercliers with SSC's of Q. Beyond this, there is little 
consistency among comptroller billets, despite the apparent 
homogeniety of certain commands. HOmELEStance, several 
overseas naval staticns are highly similar in their overall 
command characteristics. However, the Navai Station ar 
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Subic Bay, Philippines, an S-coded 0-4; 
womeor-coded 0-3. 

Thez¢ are several reasons for these inconsistencies. A 
mentioned, “he current staffing standard does not apply +t 
all shore activities. 80 of the 148 commands considers 
this aralysis are net covered by the NAVMMACPAC standard. 
Also, «he standard cmits criteria for SSC's as well a 
billets below 0-5. 

Anezher cause for inconsistency is the lack of crganiza- 
tional or functional standards across commands. The Navy 
often yields to the prerogatives of the locas commender ir 
adapting ach SCtivic Veco its uniqu¢é circumstances. 
Consequently, the cemptrollers at two seemingly identical 
co 


the decisions of the current or pravious commanding officer. 


(D 


facilities may be responsible for different functions du 
y= 


For instance, one comptroller may expend much time and 
Pmre=t On the affairs of the loc 


package store, while his contemporarizs have no such obliga- 


Laoncmreeon Ss € Club end 


fu 


mm~onms in their prescribed duties. iene COGra.-O0 -Of =his 
phenomenon, @ach command is considered separately in che 
billet review process. The ultimate staffing decision is 
based on th2® unigue requirements that each command places on 
its comretrcller, net on how other similar commands are 
staffed [Ref. 16}. This accounts for somé of the deviations 


from the staffing standard. 


E. THE GROWTH IN SSC REQUIREMENTS 


The final possible cause for the inconsistency ameng 
billet requirements is the problem of matching a universe of 
billets against a community of personnel. Pecpl¢ come due 
for jcb rotation with a wide range of qualifications. More 
flexibility is permitted in assigning people tc new jobs if 
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@ Similar wide range exists in the types of billets avail 
able. Ciecienc One rOlLlve= pillars called for SSC's oz P or 
higher, the Navy would have fewer jobs for personnel without 
advanced d¢grees. It would also have *o commit more 
resources toward graduate education. 

Just as each command has the latitude to tailor its own 
billets, each command is largely on its own when it com 
justifying its billet requirements. The less aggressive 
commands become the likely candidates for «he less qualified 
cemptrcilers. Without the perception that better talent is 
needed, a command may not try to upgrade its comptroller 
Poiet. 

An analysis of SSC's and comptroller billets ovsr time 
shows that commands are paying incrsasing atzsntion to *h2ir 
comptrcller requirements. Data obtained from NCB-1 shows 
the changes that occurred between 1981 and 1983. The number 
of ccmptroller-related billets (NOBC 1050) that require 
ssC's have increased nearly 25 persenz (from 168 tec 209). 
This increase can not be attributed *t0 an increase in the 
humber of shore activities or pbill2ts, nor has there been a 
drastic change in Navy-wide financial procedures. There has 
been an increased emphasis on the optimum usé cf available 
resources. Mere and more commands are realizing that better 
comptroller talent ccntributes *oward improved command sffi- 
ciency and effectiveness. The numbér of comptroller billsts 
with no SSC is now 24, and is likely to grow even smaller in 


the future. 


a) 





V. CONCLUSION 

This study has found that the distribution cf comp- 
[met talen® if not strongly ccerrelated with the relative 
importance of Navy shore activities. The orimaty reason i 
that the Navy does net compare billet requirements across 
commands for purposes of consistency. This stems from the 
Newey "SS OVerriding support for the prerogatives of the 1} 
@mm@endsr tO adapt his organazation ¢0 its Unique circun- 
stances. Consequently, comptroller billets have evoived 
separately throughout the Navy. Does the inconsisténcy in 
billet requirements degraie the affeczive us= of comptzrecller 


manpower? One answer is to say that no preblem exists a 


wn 


long as allof the billets can be filled and éach job is 
adequatzly performed. 

A prceblem doss arise when the impact of a recent trend 
is considered. The arowth in demand for comptrollers with 
SSC's may exceed the Navy's availability of suitable talent. 
This is likely to be the cas¢ in frequent small-scale situ- 
ations of filling several billet vacancies a* once. Some 
commands may experience @ shortfall of comptroller talent 
due +0 competing billet requiremants - not anough fully 
qualified personnel would be available for datailing to all 
@eene jok openings. The décision as to which ccmmands get 
preferential treatment would depend on the subjective prior- 
ities of those who ccntrol the detailing proce¢ss. There is 
memorticial list which prioritizes commands. 

The metkodolegy used in this study offers two improve- 
ments for handling the above scenario. The first is the us¢ 
of standard criteria tc establish a rank order among shore 
activities. A procedure to rénk commands should be a matter 


of top-level Navy pclicy. This tanking should be readily 
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available for allocating scarce versonnel ressurces in 4 
manner that is consistent with overall Navy priorities. 

The seccnd improvement derives from the study's efforts 
Gemeeciate ccmptrcller billet requirements to various cverall 
command characteristics. Divs eduaces =C a Call for mcrae 
Standardization of cemptroller billets - the Navy should 
review billet requirements with greater concern for ccensis- 
tency between similar commands. This may entail the redsfi- 


Meebon Of ktillet responsibilities az those commands which 


have unusual billet requirements. The biggest drawback to 
standardization is the challenge it resents <o  2he 
auchority of the local commander. Bulge the CULrSent Leck of 


central directicn frustrates adequat= manpower pianning. 
The alternative is te be in @ passive mode of trying *o neet 
ever-changing demands for qualifications thant take years to 


acquire. Such a practice can not succeed. 
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APPENDIX A 
SUMMARY OF CRITERIA AND RANKINGS FOR COMPTROLLER 
CHARACTERISTICS 


The two comptroiler characteristics used in tke thesis 
are paygrade and Subspecialty Code (SSC). Bach dist below 
shows the criteria for the rankings assigned as well as the 
eee humber of cases that occurred for each ranking. 
Appendix E provides the explanation of the SSC's tha+ are 


relevant to the study. 


RANKING  PAYGRADE NR OF CASES 
1 O-6 24 
Z 0-5 62 
3 O-4 Q4y 
4 0-3 16 
5 O-2 2 
RANKING Sere NR OF CASES 
1 Lie 
2 Pp ea 
3 22 
4 R/H 2 
5 NONG 24 
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APPENDIX B 
SUBSPECIALTY CODES AND CRITERIA 


The fcllowing list provides a brief d¢scription of the 
Subspecialty Codes (SSC) that are relevant tc this study. 


SSC CRITERIA 


D Dectorate level 

2 Bacculaurate degree 

H Master's degree désired, but not required 
P Master's level 

Q Proven Master's level (relevant tour) 

R Proven significant 2xperience 

S Significant experience 
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SUMMARY OF COMBINED COMPTROLLER RANKINGS 


The below rankings were obtained by differentiating 
within each paygrade by Subspecialty Code (SSC). Alse shown 
are the total number of cases that had the same ranking. 


RANKING § PAYGRADE Soe NR OF CASES 
1 0-6 18 
2 a= 16 4 
3 O=c 1 
4 0-6 NONE 1 
5 O-5 ty 
6 0-5 P 48 
7 0-5 5 
8 0-5 NONE 5 
O-4 P 24 
10 O-4 S 8 
11 O-4 H 1 
12 0-4 NONE 1 

13 oa P 2 
14 9-3 S 9 
15 O=3 NONE 2 
16 Oi NONE 2 
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SUSHARY OF RANKINGS BY ECHELON AND COMMANDING OFFICER 
P AYGRADE 


The kelow listings show the results obtained when 
commands were ranked by their echelon and by the paygrad= of 


Pieeer commanding officers (C.0.). 


RANKING C¢.2. PAYGRADE NR OF CASES 
1 0-10 1 

2 0-9 10 

5 0-8 21 

4 0-7 3 

5 O-6 113 
RANKING ECHELON NR OF CASES 
1 1 1 

2 2 11 

3 Ss a7 

4 uy 45 

5 5 33 

6 6 1 
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A 
SUMMARY OF RANKINGS BY 


PPENDIX E 
NOMBER DOF SUBORDINATE COMMANDS 

The criteria used to rank commands by their srumber of 
Subordinate shore activities is shown below. The following 
Pypes Of subordinates were not counted: ShiLDS ene Craft 
Squadrons, Marine Corps Detachmants, AU GONs c= ies 1On 
Battalion (SFABEE) Units. 


RANKING NR OF SUB CHD NR OF CASES 
1 100+ 1 
2 77 1 
3 ug 1 
4 oo 1 
5 30 1 
6 Zo 1 
7 aS 1 
8 24 1 
9 233 1 
10 20 2 
11 12 1 
12 11 1 
3 10 7 
14 8 1 
Us 7 1 
16 6 1 
te > 3 
18 ly Z 
19 S 1 
20 2 2 
21 1 10 
22 0 ie 


Sa) 





The listing 
for the ranking 
The 


asSianed. 


Beam ' chrough 20. 


humber of officers at these medical commands. 


RANKING 
1 


mo OnyN WD WN F&F Ww N 


MN) AS IND AD RO S85 Se Se Se SS a eee es ee 
FW NO = OF wo WN DWN F&F WW NY mm © 


NR OF OFFICERS 
198 
161 
147 
137-139 
130 
106 


2) 1) 
oe 
87 
Ciesla) 
66-70 
Slo 
56-60 
S255 
46-50 
41-45 
36-40 
Sis 5 
26-30 
22 
lic 2.0 
ler > 
6-10 
iS 


APPENDIX = 
SUMMARY OF RANKINGS BY TOTAL NUMBER OF OFFICERS ASSIGNED 


o£ commands by 


There is 


NR OF MED QECRS 


38 


below shows th2 critzeriée 
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20 medical commands were 


énd number of ca 
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ranked s¢parat 


@ sevarat=s column to show 


1109 
814 
593 
458 
409 
Bio 
e209 
Zoe 
261 
254 
241 
214 
209 
170 
Noo 
153 
149 
123 
105 
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APPENDIX G 


SUMMARY CF COMBINED RANKINGS BY C.90. PAYGRADE AND ECHELON 


The telow rankings were obtained by 


within ¢ach Commanding Officer's paygzrade 


command. 

RANKING  C.O. PAYGRFADE ECHELON NR OF 
1 O- 10 2 1 
Z Oo 2 3 
3 O39 r 7 
4 0-8 Z 4 
5 0-8 3 11 
6 0-8 uy 6 
7 0-7 1 1 
8 0-7 Z 1 
9 Oma ty 1 

10 0-6 2 2 
11 0-6 3 oo 

AZ 0-6 4 38 
13 0-6 5 58 

14 0-6 6 1 
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APPENDIX 8 
SUMMARY QF COMBINED RANKINGS BY C.0. PAYGRADE AND NR OF SUB 
CMD 


The below rankings were obtained by differentieting 
within é€ach Commanding Officer's paygrade by tha number of 
subordinate commands. The number of subordinate commands 
were compressed ontc a one through five scale versus the 
1-22 range of Appendix E. PNemiGestoal as used £65 =hAisS 


compressed scale are shown at the end of this appendix. 


RANKING C.O. PAYGRADE NR OF SUB CMD NR OF CASES 
1 O- 10 V7 1 
Z 0-9 23-35 3 
3 0-9 10-20 Z 
4 0-9 5 71 
5 0-9 2-4 2 
6 0-9 1 2 
7 0-8 23-49 5 
8 0-8 20 1 
9 0-8 5-9 uy 

10 0-8 2-4 Zz 

11 0-8 O-1 9 

a2 0-7 10 1 

13 O-7 Q-1 2 

14 0-6 11 1 

15 0-6 8 1 

16 0-6 2 1 

17 0-6 O-1 119 
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APPENDIX I 
SUMMARY OF COMBINED RANKINGS BY C.0O0. PAYGRADE AND NR OF 
OFFICERS 


The rankings below were obtained by differentiacting 
within each Commanding Officer's paygrade by the tctal 
number of officers assigned at each command. The «otal 
number cf officers was compr2ss2?4 onto a scal2 of one 
meeeegh nine versus the range of 1-20 shown in Appendix F. 
The criteria used to obtain «his compressed scal¢ are shown 


ax the end of this arrendix. 


RANKING C-QO. EAYGHADE NR QF OFFICERS HR OF CASES 
1 O- 10 100+ 1 
2 . 0-9 100+ 6 
3 0-9 41-50 1 
4 0-9 31-40 eZ 
5 O-9 21-30 1 
6 Os 100+ 1 
ii Oe) 71-100 7 
8 0-8 61-70 4 
2 0-8 51-60 1 

10 0-8 41-50 1 
a O=8 31-49 1 

12 O=5 230 Z 
13 0-8 11-20 3 

14 Os 0= 10 1 
15 O-7 61-70 1 

16 0-7 Z 1-30 1 
17 O77 11-20 1 

18 0-6 71-100 1 
19 0-6 61-79 8 

20 0-6 51-60 6 
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APPENDIX J 
SUMMARY OF ANALYSIS RESULTS 


The listings belcew show the analysis results obtained 


Geeemge =he Statistical Package for the Social Scilerces 


fess). For ¢ach group of cases analyzed, five pairs of 
Varliabies were correlated. Among th2se paitings, zh reie- 


Vane correlations were the combined comptrollir rankings 
MrrO) paired with the five command command characteris-ics 
shown in the first column below. mOm (Gach CozE= 122207 
Peprormed, the two ccefficients produced wers Kerndall's Tau 
and Spearman's Rho. These coefficients ar2 shown in the 


second and third columns, respectively. 


NALYSIS RESULTS FO 


fog 
—* 
oo 
Ia 
jo 
cz 
tg 
tj 
toy 
© 
it- 
Tes! 
ipo 
im 


eons raygrace sat Do 22024 
@aad Echelcn - 007 007 
Number of Subor- ara e2035 
dinate Commands - 001 OO 
Peeort Officers 2944 3991 
Assigned . 001 - 001 
C.0. Paygrade & ~o26 | eS 
Nx of Sub Cad - O01 SJ 0a 
C.0. Faygrade & - S 22725 0 
Ne Cc: Officers - 001 - 001 
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C.0. Paygrade 


and Echelcn 


Number of Subor- 


dinate Commands 


Nx of Officers 


Assigned 


C.0. Faygradse & 
Ne Cf Sub Cd 


C.0. Paygrade & 
Me cf Cfficers 


C.0. Paygrade 


and Echelon 


Number of Subor- 


dinate Commands 


Nee or Officers 


Assigned 


C.0O. Faygrad2 & 


Ne CL Sub Cuad 


C.0. Faygrade & 


Nr of Officers 


au Vale Oe hho Vai7s 
~2406 es 
. 001 .001 
.3281 .3969 
001 001 
23154 .4180 
.001 001 
4385 .5268 
601 001 
-4458 .5706 
001 001 

NIF AND 


~2420 2 oon 
Cua - 001 
03412 041914 
- 007 ~ 001 
~ 3408 ~- 4600 
- 001 001 
04451 25423 
- 001 od 
24409 s2062 
OON - 901 
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